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CHAPTER I 



INTRODUCTION 

The staggering cost of Defense is a household topic. 

The need for management improvement within the Department of 
Defense has been reiterated by numerous commissions and indivi- 
duals since the report of the First Hoover Commission was 
published. However, nowhere Is the need for economy and manage- 
ment Improvement emphasized more strongly than within the 
Department of Defense itself. If the arsenals of the Military 
Departments are to be stocked with the new exotic weapons, 
the Departments are going to have to squeeze the funds out of 
some existing areas of expenditures. The "level budgeting" 
policy which has governed the funding of the Defense Establish- 
ment leaves no other alternative. 

The reconciliation of "economy" with "readiness" can 
be achieved only through the exercise of effective techniques 
of management control. 

Since 40 per cent of the Navy's budget is expended for 
personal services--wages and salaries— it would seem that this 
would be a likely area for the achievement of some savings. 

The Navy has a management control device which was 
designed to insure efficient utilization of personnel and 
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budgetary control; It is the work measurement program. By 
measuring man-hour input versus work unit output, management 
is supposed to be able to locate areas of low productivity and 
excess manpower and take corrective action. 

Work measurement has been in use as a control device 
for over ten years, but there are very few written evaluations 
of the program. There are some Individuals who give It strong 
verbal support and others who discount it. Surprisingly, in 
view of the length of time it has been in use, many Navy per- 
sonnel have only a nodding acquaintance with It. 

The general absence of information concerning the 
program suggests that a survey of the Bureaus and Offices of 
the Navy Department be made to determine what their experiences 
have been in the use of work measurement. 

This paper is e report of a survey in breadth, rather 
than depth, of the use of work measurement by the Bureaus and 
Offices of the Navy Department. In Chapter II the early moti- 
vating forces which made work measurement a Navy-wide program 
are identified, and the steps taken In its early development 
are briefly outlined. The elemental mechanics of work measure- 
ment and theoretical purposes for which it may be used are 
discussed in Chapter III. Chapter IV relates the experience 
of activities outside the Navy in the use of work measurement 
for management and budgetary purposes. The next chapter gives 
an account of the reactions of people to the introduction of a 
work measurement program. Chapters III, IV and V are included 
for comparative purposes. Chapter VI Is a survey report on the 
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work measurement programs currently in use in the Bureaus and 
Offices of the Navy Department. The detail of discussion of 
each program is not related to the importance of the program, 
but rather to the amount of information which is available 
concerning it. Chapter VII contains the personal conclusions 
of the writer drawn from his observations during his survey. 
Appendix A is a tabulation of the evaluations and opinions of 
current users of a Bureau of Supplies and Accounts work 
measurement program. 



CHAPTER II 



HISTORICAL BACKGROUND 



V7ork measurement first received formal recognition in 
the Navy as a long-range program on 9 September 1946. A letter 

from the Acting Secretary of the Navy, W. John Kenney, to 
Admiral Frederick J. Horne, Chairman of the Budget Revision 
Board, endorsed findings of the 1946 Committee on Civilian 
Personnel Requirements which included a recommendation that the 
Navy install a work measurement program. * 

There was little centralized direction in the develop- 
ment of a Kavy-vide work measurement program in the period 
following the writing of the above letter; however, some 
bureaus — Bureau of Supplies and Accounts, Bureau of Yards and 
Docks and Bureau of Ships among them— developed work measure- 
ment programs to suit their own needs. The programs at this 
stage were simple in concept and operation. They measured 
group output in a limited number of broad functional work 8reas. 
There was no attempt to set time standards or to use stop 
watches in measurement since suoh measurement methods were 
prohibited by provisions In the Navy Appropriation Acts until 



^U. S., Department of the Navy, Office of the 
Secretary of the Navy letter, subject; ''Extension of the 
Duties of the Navy Budget Revision Board," September 9» 1946. 
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July 1950. The Defense Appropriation Act of 1951 omitted the 
clause prohibiting time studies of work which had been 
included in appropriation acts for over thirty years. 

Work measurement received impetus in 1950 as a result 
of Executive Order 1007? issued by the President in support of 
the findings and recommendations of the Commission on the 
Organization of the Executive Branoh of the Government, the 
First Hoover Commission. The Executive Order created a govern- 
ment-wide program for management improvement. It defined in 
broad terms the action required of the Department and Agency 
heads in the field of management improvement and also assigned 
specific duties to the Bureau of the Budget. 

2. The Bureau of the Budget shall (a) review department 
and agency plans for management improvement in conjunction 
with requests for funds and at other appropriate times, 

(b) advise and assist agencies in working out programs 
to improve their operations, (c) make appropriate 
arrangements for handling program and operating 
problems of an inter-agency nature (d ) provide for 
Interchange of information on effective management 
techniques , . . . 2 

The Bureau of the Budget in fulfilling its role as 
defined in the Executive Order isnued Instructions for Agency 
management improvement plans in the form of a Bureau of the 
Budget oiroular. 

This Circular further defines the general responsibility 
placed upon department and agency heads for maintaining 
continuous appraisal of the economy and efficiency of 
their operations and for conducting management improvement 
activities. It requires the development and definition 
of methods which the departments and agencies will follow 
in keeping their operations under continuous review and 
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July 29, 1949. 
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Office of the President, Executive Order 10072 , 
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